In this paper, a case study is presented based on one school, conducted to examine the factors that influenced the process and quality of implementation of the Tier 1 Program of the Project P.A.T.H.S. Through interviews with the school contact person and focus group interviews with the instructors, an integration of the findings showed that several factors related to the program, people, process, policy, and place (5 "P"s) facilitated the implementation process of the Tier 1 Program in the school. Obstacles and difficulties with reference to the 5 "P"s that affected the quality of implementation were also identified. Overall, the quality of program implementation in the school was good, and the program was well received by the program implementers. Implications of the present findings for future program implementation with reference to school administrative arrangements and implementation issues are discussed. KEYWORDS: adolescence, positive youth development, education, school, project implementation, Project P.A.T.H.S.
INTRODUCTION
"P.A.T.H.S. to Adulthood: A Jockey Club Youth Enhancement Scheme" is a holistic positive youth development program developed for junior secondary school students in Hong Kong. The word "P.A.T.H.S." denotes Positive Adolescent Training through Holistic Social Programmes [1, 2] , with two tiers of programs. While the Tier 1 Program is a universal program that utilizes a curricula-based approach for all Secondary 1 to 3 students of the participating schools, the Tier 2 Program is provided for students who have greater psychosocial needs.
For the Tier 1 Program, each participating school has the freedom to determine who should teach the program (e.g., implementation by teachers and/or social workers), the degree of incorporation into the formal curriculum (e.g., Life Education, Liberal Studies, Moral and Civic Education, Religious Studies, and Integrated Humanities), the use of different time slots (e.g., form teachers' period, morning assembly, to promote effective delivery because it could encourage teachers to devote themselves to the program implementation. Consequently, teachers were more enthusiastic to teach and likely to create a positive classroom atmosphere that raised the students' learning interest and motivation [4] .
Concerning the school policy, the schools that integrated the program into their formal curriculum and emphasized program fidelity were found to have effective program implementation [4] . The formulation of clear goals in the program implementation process also provided a clear direction for the program implementers [11] . Furthermore, good manpower deployment with division of labor was crucial to prevent teacher burnout due to overloaded teaching and administrative duties [11] . Researchers also suggested that the school arrange regular meetings with the teachers to discuss problems encountered and the respective solutions, and to build a supportive working environment as well as organize final evaluation meetings to applaud good work done, review past practices, and gain feedback [4] .
Finally, a warm school environment ("place"), where the school principal, coordinators, and teachers are supportive to each other and who think along the same line in supporting the implementation of the program in the school, is conducive to effective program implementation. In addition, a nonauthoritarian working environment that allows collaborative decision making and a positive atmosphere that enables job satisfaction facilitates effective program implementation [13, 14] . Furthermore, Eccles and Gootman [15] listed several physical features that promoted positive youth development, including settings characterized with physical and psychological safety, appropriate structure, supportive relationships, opportunities to belong, positive social norms, support for efficacy, opportunities for skill building, and integration of family, school, and community efforts.
Yin [16, 17] discussed the strengths of case study research. In this study, a case study was conducted in order to understand the contribution of the above factors to the quality of program implementation in the Chinese culture [11] . There were two objectives of the case study: (1) to investigate the facilitating factors and obstacles encountered in the program implementation process from the program implementers' perspectives and (2) to draw implications for future program implementation. Specifically, three aspects of the program implementation (including administrative arrangements, implementation characteristics, and perceived program evaluation and success) were examined in light of the five categories of factors (i.e., program, people, process, policy, and place) that influence program outcomes.
METHODS

Participants
A total of 207 schools joined the Project P.A.T.H.S. (Secondary 1 Curriculum) in the Full Implementation Phase in the 2006/07 academic year. In the Tier 1 Program, 112 of these schools adopted the full program (i.e., 20-h program involving 40 teaching units) and 95 adopted the core program (i.e., 10-h program involving 20 teaching units). Among these participating schools, six schools that joined the full program and one school that joined the core program were invited to participate in the case study. Based on the convenience sampling method, one school where the Tier 1 Program was delivered in the class teachers' period and other subjects was selected for this case study.
Procedures
In this case study, an individual interview with the school contact person and a focus group interview with six instructors of the Tier 1 Program of the Secondary 1 Curriculum were conducted separately. Prior consent from the principal was sought for the school's participation. At the beginning of the interviews, informed consent was also obtained from the respondents, and the purpose of the study and the principle of confidentiality were emphasized repeatedly. The second author and a trained colleague with a Master degree in Counseling conducted the interviews. As the purpose of this case study was to examine the school administrative arrangement and its implementation process of the Tier 1 Program (Secondary 1 Curriculum) in a retrospective perspective, the interviews were conducted in mid-June 2007, after the school had completed the Tier 1 Program. Specific self-constructed semi-structured interview guides for the individual interviews and the focus group interviews were designed to collect the data. There were several parts in each interview guide:
• Respondents' perceptions of the school administrative arrangement (including preparation, support within the school, and from the social work agency) and program evaluation • Respondents' perceptions of the program implementation process • Respondents' perceptions of program effectiveness, program success, and overall impression In addition, the school was required to complete a school background information questionnaire with both closed-and open-ended questions to provide basic information about the school, Tier 1 Program implemented in the school, instructors conducting the Tier 1 Program, and the implementation process.
After data collection, the data were neatly typed, and the recordings of the interviews were transcribed and analyzed. The procedures for data collection described above satisfied Principle 3 in the implementation of evaluation research proposed by Shek et al. [18] .
Data Analyses
The qualitative data were analyzed using general qualitative analyses techniques [19] . There were three steps in the process. First, words, phrases, and/or sentences that formed meaningful units at the raw response level were coded. Second, with reference to the questions of the interview guide, the codes were further combined to reflect higher-order attributes at the category of codes level. Third, the categories of codes were further analyzed to reveal the broader themes at the thematic level. For example, the raw responses showing high support from the school contact person could be subsumed under the category of "support for the program and its rationales", which could be further subsumed under the broad theme of "school administrative arrangements and related issues" (see Table 1 ). Following the principles of qualitative analyses [18] , the raw data and categorized data were kept in a systematic filing system in order to ensure that the findings were auditable.
RESULTS
Summary of the School Characteristics
As shown in Table 2 , the interviewed school had participated in the Experimental Implementation Phase before and it joined the Tier 1 Program (Secondary 1 Curriculum) in the Full Implementation Phase. There were 119 Secondary 1 students in three classes. The 20-h full program (20 1-h sessions) was delivered in class teacher periods (11 h), Life Education classes (8 h), and project-based learning (1 h). In addition, the introduction session and conclusion session were arranged for students in the format of whole-form gatherings before and after the program implementation, respectively. The medium of instruction was Chinese. Because the school had a double class teachers system, both class teachers cooperated in running the program in the class teachers' period. In total, there were six class teachers, two subject teachers, one teaching assistant, and one social worker who conducted the Tier 1 Program in the school, but only three teachers and the social worker had participated in the training workshops arranged for the instructors before they implemented the program in the school. The school arranged several meetings in the program implementation process. Before implementation, there were two preparation meetings, where the implementation objectives and arrangements were discussed. During implementation, the class teachers' meetings were held once every 2 months, in which teachers shared teaching experiences after classes. After implementation, there was an evaluation meeting, where issues related to preparation and implementation, the difficulties encountered, and follow-up were reported. In the implementation process, a form coordinator (the teaching assistant) was responsible for preparing summaries of all teaching plans and materials for the teachers. When teachers received the teaching plans, they discussed them together before running the activities in the classes. In the Tier 1 Program, the roles of teachers included teaching the program, monitoring classroom discipline, preparing teaching materials, coordinating the program-related matters, and following-up with the students. The social worker was mainly responsible for coordinating the program-related matters, but also would conduct some activities in classes.
Administrative Arrangements of the School and Related Issues
As shown in Table 1 , the findings on the school administrative arrangements and related issues were divided into several parts. a. Support for the program and its rationales -The school contact person revealed that he considered that the Tier 1 Program was more interesting than other existing programs. He strongly supported the program and agreed to its rationales, and thus took initiative to arrange the program in his school. He also pointed out that the ready-made program materials and good reputation of the program also generated support among the teachers. Similar support from the teachers was observed, except that some teachers who had not participated in the training workshops expressed that they did not know the project rationales and the linkage among the Secondary 1, 2, and 3 curricula. b. Perceived program arrangement, including its advantages and disadvantages -The school contact person perceived that the advantage of incorporating the program into the existing curriculum was to let the students learn about the subject matter and he could not perceive any disadvantage of such an arrangement. This view was shared by other teachers in the focus group, except that a teacher suggested the need to reallocate the topics on national identity to Integrated Humanities. c. Manpower deployment -From the interviews, it was revealed that the school had arranged different parties who had specific strengths to implement the program. Along this manpower deployment, the school contact person perceived that different parties could complement each other and was happy that the experienced teachers worked on their own, which could lessen his coordination work. d. Facilities for implementation -As revealed by the teachers, the facilities for program implementation in each classroom were sufficient. This is important because it made the teachers feel that it was easier to run the activities. e. Support within school and from social work agency -As revealed from the interviews, there were several aspects of support within the school and from the social work agency in the implementation process. The above findings indicated that (i) physical proximity to each other in the school facilitated a supportive working environment for the teachers; (ii) the chief coordinator displayed the attributes of teacher-centeredness, motivation, collaborative decision making, leadership skills, and clear direction; (iii) psychological support from the principal was evident; (iv) having practical support from social workers and among the teachers was the key ingredient in program implementation. f. Impression on the overall administration -The school contact person felt that he was quite satisfied with the administrative arrangement and communication among colleagues. The teachers also appreciated that the school contact person followed through the program implementation clearly and they were satisfied with the administration orchestrated by him. The above findings indicated that having justifications behind the timetable and manpower arrangement in the program implementation, communication, and support from school contact person were the main elements contributing to the satisfaction of the overall administration. g. Advice for administrative arrangement for the next academic year -Although the school had simple records on the administrative procedure, the school contact person suggested that a systematic record system for administrative arrangement for next year be established so that a more apparent framework on the program arrangement and manpower deployment could be documented for future use whenever necessary. h. Other aspects -Meetings within school: In the interview with the school contact person, he revealed that there were periodic class management meetings and a final evaluation meeting in school with a structured organization. The school set up a P.A.T.H.S. team, in which the school contact person was the chairman, and the members were the social workers and their supervisor, class teacher representatives, form coordinators, and Life Education teacher. At the end of the term, the team evaluated both the Tier 1 and Tier 2 Programs in each form as well as planned for next year's implementation. He also noted that the school carried out class management, i.e., the class teachers in each form had meetings every 2 months to discuss discipline, counseling, and class matters in that form. A representative was responsible for coordination and acted as a bridge with other school teams. As the P.A.T.H.S. Program was related to counseling, it was also discussed in the class teachers' meeting, and this was considered as periodic evaluation. The interpretations of these findings were that having a structured team, periodic meetings, and a final evaluation for program implementation were factors contributing to a smooth and organized implementation in the school. The integrated findings and interpretations are shown in Table 1 .
Implementation Characteristics in the School
The integrated findings and interpretations of the implementation characteristics can be seen in Table 3 .
a. Teachers' and students' responses in the implementation process -The contact person pointed out that although the teachers were quite positive towards the program, they rarely openly expressed their appreciation and this characteristic might be related to the Chinese culture. About the students' responses in the implementation process, the teachers pointed out that the students considered the program to be quite good because they liked the audio-visual materials, activities, debates, and role play. However, the students were not receptive to sharing with teachers and some of them were not involved in the lessons. The teachers also pointed out that students were interested in novel topics and they felt bored when attending intensive sessions. b. Coteaching -The focus group interview findings showed that the teachers were supportive to one another and cooperated well in coteaching. c. Teaching techniques -Several techniques were used by the teachers in the program implementation process. The teachers felt that it was important to allow students to have freedom of speech, to know the qualities and preferences of the class students (to motivate their participation accordingly), to recognize positive behaviors, to be open to sharing personal experiences, and to be serious in checking the students' work and performance, and give feedback. d. Handling students' worksheets -The teachers felt that the completed worksheets should be handed in and kept in the students' folders neatly. The collections could help the students to reflect on their learning and growth, and teachers need to act as monitors and facilitators in the process. In addition, the teachers' seriousness in checking the students' work and giving feedback were crucial because they motivated students to complete their work seriously. e. Student assessment in the Tier 1 Program -The school contact person reported that there were examinations in Life Education and project-based learning. However, the examination content was similar to, but not exactly the same as, the content of the P.A.T.H.S. Program and it tested application, but not memorization. On the other hand, the teachers reported that there was no examination for the topics covered in the class teachers' period and a teacher considered that the students' reflection in the growth puzzles was a kind of student self-assessment. f. Difficulties encountered and solutions -From the findings, it was noted that the school contact person did not perceive any big difficulties; he had been to the training workshops and he was familiar with the program. However, the front-line teachers encountered more difficulties in running the activities in classroom, and nonparticipation in the training workshops might be one of the reasons for their frustration. Hence, familiarization with the program, prior experience, and good preparation were solutions to the difficulties encountered in the program implementation. In addition, attending training workshops is important because teachers can familiarize themselves with the program rationales, content, and teaching strategies. g. Advice for next year's implementation -In the focus group interviews, the teachers suggested that early preparation, possession of adequate information, and periodic updating of the teaching materials to accommodate the students' needs was relevant advice for next year's implementation. In addition, it was felt that teachers needed to be responsible and studentcentered in the program implementation.
Perceived Program Effectiveness, Program Success, and Overall Impression
The integrated findings and interpretations can be seen in Table 4 .
a. Perceived program effectiveness -The school contact person said that he knew the least on the program effectiveness because he had not taught Secondary 1 students. Similarly, the teachers were unsure about changes in students specifically brought forth by the program because there were many other factors influencing the students' growth. They suggested that objective assessment and long-term student follow-up were important reference points for determining program effectiveness. b. Perceived program success -The contact person perceived that the program was successful if "success" referred to the students' improvement from the original baseline. A teacher also perceived the program to be successful as reflected from the students' involvement and program design. On the other hand, some teachers did not directly respond to the question of program success, but they considered the program to be beneficial to students. They also perceived the program to be a good opportunity for students to reflect on the topics and for teachers to get acquainted with the students. These findings showed that different people had different definitions of success, which generated different answers to the questions of perceived program success. c. Overall impression -The contact person had a positive impression and no negative comments on the program. He perceived the program as diverse, flexible, and helpful to students, and thus teachers were pleased to implement. He felt exhausted and he had difficulty in arranging teachers to attend the training workshops. Similarly, many teachers had positive impressions of the program because they perceived that adolescents needed such a program, and the program was good, had diverse activities, and could give positive messages to adolescents. The interpretations of the above findings were that teachers enjoyed teaching only when the students responded, and such teacher-student interaction was a kind of encouragement and teaching motivation. On the other hand, teachers had negative feelings when they felt stressed and exhausted. Particularly, teachers did not enjoy the program if they perceived teaching to be a chore and not a means to facilitate the students' development. Another teacher perceived it was successful, which was reflected from student involvement and program design. Some teachers perceived the program as beneficial to students; it was a good opportunity for students to come across the subject matter, for students' learning, and for teachers to get acquainted with students. Different people had different definitions of success.
(c) Overall impression Most of the respondents had positive impressions of the program. Teachers enjoyed teaching only when the students responded.
The interaction was a kind of encouragement and teaching motivation.
Teachers had negative feelings when they felt stressful and exhausted.
Teachers did not enjoy the program if they perceived teaching to be a chore, not a means to facilitate students' development.
DISCUSSION
Because there are very few case studies that examine program implementation of positive youth development programs, the present case study is a good attempt to illustrate how the Tier 1 Program of the Project P.A.T.H.S. could successfully be implemented in the school context. It also generates implications regarding future program implementation.
Factors that Facilitate or Impede Program Implementation
With reference to the 5 "P"s (i.e., program, people, process, policy, and place) in the conceptual framework, factors that facilitate or impede program implementation are presented in Table 5 . First, echoing previous findings, the present study showed that when the instructors perceived the program to be comprehensive and the activities met the developmental needs of the students, they would be more willing to implement the program in the school. Most importantly, the perception of having ready-made and helpful teaching manuals was the facilitating factor that induced the instructors to deliver the program willingly, whereas perceived inflexibility in using the ready-made materials, having too many activities to be implemented in limited class time, and inadequate variety in the activity format were the obstacles in program implementation.
Second, as the teachers are the front-line instructors of the program, they have a very crucial role in the program implementation. This study showed that if the instructors were trained and familiar with the program rationales, they would be more ready to implement the program, which in turn raised the implementation quality. In addition, this study showed that the teachers' qualities, such as being student- centered, responsible, passionate, and motivated to implement the program, were key factors in engaging the students and enabling the implementation quality. Moreover, having prior experience in running similar programs, and having supportive and cooperative colleagues, were assets that enhanced the program delivery. Furthermore, this study showed that the seeming lack of appreciation from instructors, which may be due to the Chinese culture, may affect teaching motivation and quality. Besides the qualities of instructors, it is widely recognized that support from the school principal and clear direction from the coordinator were the main facilitating factors of program implementation quality. This study further showed that the principal and the coordinator should be teacher-centered and motivated because these conditions would enhance teacher devotion to the program implementation process. Finally, results showed that students were other key persons in the program implementation because they were expected to be active learners in experiential learning. If students were less motivated and less involved, it would affect the instructors' motivation and the learning atmosphere, thus influencing the implementation quality.
Third, the present findings suggest that it is important to have varied teaching techniques when delivering the program. There are various teaching techniques that can be used in the class teachers' period, such as encouraging students to speak their mind and having more interaction with the students. The present study also suggests that students are more motivated to learn when the instructors are open to sharing their personal experiences and able to recognize the students' positive behavior. In addition, instructors need to check the students' assignments and give feedback so as to encourage the students to be serious learners. The students' worksheets are better handed in and kept neatly in student folders so that the students can review their learning and development after the completion of the program. All these teaching techniques not only facilitate teaching, but also strengthen the rapport between class teacher and the students.
In addition, although the lesson can be run by one instructor per class, coteaching is good if the teachers can collaborate with each other because it can lower the teacher-student ratio and ensure that the students' needs are better met. Furthermore, good preparation and sharing among colleagues before lessons can improve the program implementation quality. In addition, if the instructors often cut the activities when they perceive that they are running out of time, it will seriously affect the students' learning.
Fourth, to implement the program in the class teachers' period, the school needs to have a clear policy regarding the practical arrangement and respective manpower deployment. The school can also set up a team for running the program in which the people involved have specific roles and responsibilities and they can make collaborative decisions. This study further showed that documentation of the administrative procedure and record are needed in order to enhance smooth implementation of the program. Having regular meetings and final evaluation on the program implementation is also necessary for further improvement. In contrast, having no objective assessment and evaluation on the program effectiveness would be obstacles in the assessment of the program failure or success.
Finally, it is necessary to have a dedicated school culture in order to run a positive youth development program. The school can promote and encourage such a culture by creating physical proximity for the class teachers to sit and work together so that they can communicate, share experiences, and support each other in the program implementation. In addition, the school should have sufficient hardware equipment in each classroom for instructors to run the activities, which can then lessen the instructors' workload in arranging teaching equipment and will allow them to have more time for teaching preparation.
Implications of the Findings for Future Implementation of the Program
Based on the present findings and analyses, several implications for future program implementation were generated. A summary is shown in Table 6 . There are several implications for school administrative arrangements. First, it is suggested that the program be incorporated into the existing school subjects, with similar content and topics, because this can help to avoid adding extra workload for the instructors and help students value the learning. Second, it is recommended that the school formulates an organized manpower deployment plan and sets up a structured team for program implementation with designated roles and responsibilities. Together with this, good communication among different parties is needed. Third, it is necessary to create supportive and cooperative working relationships within the school, and to have good collaboration between the school and social work agency. Fourth, it is suggested that periodic meetings and evaluation on program implementation be held, and that the success and failure of program implementation be documented via a systematic record system because this can facilitate the ongoing program implementation, as well as that of the implementation in the following years. Fifth, the school needs to have sufficient equipment and facilities for instructors to run the activities easily. Sixth, the instructors should attend training workshops to help familiarize themselves with the program and teaching techniques, and to change their myths of program inflexibility. This could also enable the instructors to internalize the program philosophy and to strengthen their motives to teach this kind of program. Lastly, the school needs to organize objective assessments for evaluating the program effectiveness.
In the aspect of implementation process, there are several implications. First, various teaching techniques are needed to stimulate teaching and learning, such as encouraging students to speak, teaching and motivating students according to their qualities, recognizing positive behavior, sharing personal experiences, and checking the students' assignments. In handling the students' worksheets, feedback should be given and folders can be used to keep the students' worksheets neatly. Also, instructors can encourage students to use the growth puzzles to reflect and assess their growth. Second, coteaching is desirable for running activities in the classroom, although the designed activities could be run by one instructor only. Third, instructors should be responsible and student-centered. Having prior experience, good preparation, periodic updating of the teaching materials, and possession of good teaching skills can enhance teaching qualities. Fourth, noting that interaction can act as a motivator for teachers, instructors need to encourage students to be open while participating in sharing and eagerly involved in the activities. Fifth, as students with psychosocial needs require more attention and nurturing, instructors need to follow up with needy students. Finally, instructors should be given the opportunity to show appreciation for the program because Chinese people may hesitate to do so although they have positive comments on the issues.
Limitations of the Case Study
There are some limitations of the present study. First, as only one nonrandomly selected school was involved in this case study, generalization of the findings is questionable. Nonetheless, documentation of the school's successful experiences of the program implementation can still be taken as a reference. Second, as the present interviews only involved a school contact person and six class teachers, the data collected would be more thorough if interviews with the school principal, form coordinator, and social worker were involved. Third, the case study was conducted in a retrospective manner, and it would be more valuable if periodic interviews with the instructors and observations of the program delivery in classes were conducted as well. Fourth, in the data analyses, coding and categorization were done by the second author and crosschecked by the first author. Although this method was justified for a small-scale case study, inter-and intrareliability was not conducted. Fifth, the presence of interviewers may have affected the responses of the respondents (e.g., social desirability effect) in face-to-face interviews. However, as each interview was conducted for about 90 min and follow-up calls were arranged, this method of data collection was justified. Finally, regarding perceptions of the program effects, while the conclusions on program effectiveness were not definitive, perceptions of program success and overall impressions were generally positive. In future, more attempts should be made to clarify this issue. Despite the above limitations, the present findings are generally coherent with the evaluation findings generated from different sources and different methods, including objective outcome evaluation [20] , subjective outcome evaluation [21, 22, 23, 24] , qualitative evaluation [25, 26] , process evaluation [27, 28] , and interim evaluation [3, 29] , which suggest that the Tier 1 Program (Secondary 1 Curriculum) of the Project P.A.T.H.S. is effective and well received by the different stakeholders of the program.
